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CHAPTER £ 


his paper will attempt to indicate the factors that can be 
identified and valate to successful leadership. The facts have bce 
eathercd from mumcrous Cextbeoks, magazine articles and from studies 
made by the Institute of Personality Assessment and Research of the 
University of California and the Human Resources and Research Tnie 


of che U. 5S. Army at the Presidio of Honteray. 
TS LEADERSHIP NONSENSE? 


Ghester £. Barnard feels chat leadershin has boen the subficce 
f J 


0 


£ an cxtraordineacy amount of dogmatieally stated nonsense, VUhile 


t? 


ome of it, he believes, has been enumerated by observers who have 


~ © 


ac no experience in coordinating and directing the activity cf othesxs, 


a 
i) 


much of z& has come from men of ample experience, often of establisned 
reputation as leaders. (2:93) 

Koontz and O‘Bonnell in their textbook Principles of Manage- 
ment scem to concur with that philosophy since they state that much 
of the research work in leadership still exhibits the charecteristics 
of an elementalist approach. They believe thet the men who take 
this view ave concerned with refining the concepts of leadership 
feaits, correlating them with leadership success and thus developing 
awvalue for cach, But then they go on to say that leadership research 


has. now seached a point where the basic problens, the question of 
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There is definitely an increasing need in military, poliii- 
cai, and socia&’ axeas for dealing in probicems relating to intere 
gonsonal interaction, group functioning, and emotional maturity, 

The Enstitute For Personality Assessment and Research includes leader- 
ship as a key variobie in its program of vesearch on factors which 
condition professional suceass, creative achievement and personal 

end social responsibility. Buk move research in the field of 
leadarshin is neaded, for every additional bit of knowledge that 
helps cxplain the attitudes and behavior of our leaders offers the 


possibihity of improved allocation of human resourecs. 
LEADERSHIP RESEARCH 


the armed serviees have notated up the importance which they 
attach co Leadership by ciara 1 research in this area. About one 
qoarter of the research carried on by the Human Relations and Horale 
Seanch of the Offkee of Naval Raseareh is taken up with Leadership 
geperts., Such indications may be interpreted as reflecting a trend 
2n whieh the significance of fasearch on leadership is ever more 
apparent as helping to solve the many urgent and complex pxoblens 


which susroumd us. The Navy hes recently stressed the need of moral 





ro 


teadership and has even developed check Lists fo indieate vaere 
jeadersnin impvevement is needed. (22: £23 

TraLts found to characterize Leadexvs in one study were often 
found to characterize non-leaders in another study. (25:4) The 
question of what makes a successful leader is probably an unansucr- 


able one, if weeare seeking to define one single road to glory. 


Hany people who possess an ability to facilitate cooperative effort 


im others lack other skills which are zequired for particular manage- ) 


ment jobs. 

J. R, Schoen believes that if a person doesn't have the basi 
personal characteristics vhich will make him an exccutive, no amount 
of concern with human celations per se will make him one. €25:463 
Professor Joseph Blacow of the ianagement School faculty at the 


Naval Posteracuate School voiced assentially the same theme in a 


classroom discussion on April 27, 1959, when he said: "The key to 
shat aman wilk do is basically what he has done all his 1ife.° 


the nuttbex and type of traits which comprise leadership scem 
to vary dixectly with the number of people who list them. Some of 
them annear siuiftarc, but whether this is the result of scientific 
research or the Limitation imposed by semantics is opan to question. 
Schoan states that personal integrity, energy, intellectual capacity, 
moval courage, strongth of purpose and imagination, to mention a fev, 
are the basic qualities of which successful organization effort is 
made. €25:463 ©. &. Goode, im 1951, published a review of the quali- 


ties found to make for successful leadarshin. We listed the following 











sovou: “(23 montal ability, (2) breadth of inverest and antitudes, 
(3) languaze facilicy, ¢4) maturity, (5) motivation, (6) sosial 
orientation, and £7) administrative skilis." @13: 342-503 

Meier, in his study of the selection of R.0.7.C. candidates 
at Harvard University where an attempt was made to use leadership 
aptitude as a imsis for selection, stated that interviews, apparatus 


fests, and rating scalies contained certain invalidating faults that 


ce 
- 


made them impractical, (21:14% On the other hand, Flint and Bass 


a cheir repore compared the construct validity of three measures of 


pos 


successiul leadership by euamining the correlation between the 
measures and the ability of 255 subjects--their esteam and rated 
success as leaders. ‘They found that the initial aceuracy and intel- 
Lugence of the subjects predicted to some extent their success as 
deaders, as expected, if the leadership measures were truly measuring 
mat vated success correlated significantly with 


a 


nctual success a5 & Leader, The studies also indicated thac the 
subjects with higher measured success as lecaders attempted more 
feadecship., {9:41-13) These findings are not unlike those conducted 

m the Newport Study of peer ratings in which the rasearckers con- 
fuded thate-depending upon the puxspose for which intended--an carly 
peer nomination will vield an adequate approximation to the prediction 


< 


obtained in iat 


2 


satings. €29: summary). 
Many other measures of leadership aptitude have been suggested, 


among them sociodvama, leadericss group techniques, stress interviews 





tn 


and frustration tolerance techniques. ¢7:525- smother tyne of 
test is that developed at the Institute far Pessonailiy issessnaat 
and Research CIPAR) at the University of Caiifornia in which 


De, Harrison G. Gough uscs a word association Cast in which, uncer 


x: 


tives heliaved to characterize an original person {potential teader) 
inciude: “alert, cavabia, clever, curious, daring, enternrising, 
enthusiastic, foresignated, imaginative, initiative, independent, 


judividualistic, ingenious, intelligent, interests wide, iaventive, 


original, persistent, xesaurceful, sonsitive, spontancous and 


” 


versatile.” Adjectives believed not to chaxacterize an origina 
nerson €non-icader) inchude: “apathetic, cautious, commonplace, 
confused, conservative, contented, conventional, duit, humoricss, 
prudent, rattla-brained, shallow, stokid, suggestible, end unin- 
cekiigent.” €12:2-9) This test is applied to nersons who have under- 


gone other tests of parsonality assassment which include analysis of 


a 


Ege sonl.. 1i_ tempo; The rate of Speech, quickness and sntens2ity 
= ompres sive movement, penerai speed of response. 

aml annes Veecdom from pretense, being oneself, 

Vitality: General energy level, stamina, 

Poise: Ability to meet situations withoucs becoming xsattied. 

impulsiveness: Begree of inadequate centrol of inpuise, 

acting without thinking, Lack of deliberation and 

fudiciousness. 

Harmth: Friendliness, responsiveness toe others, approack- 

ableress. 

Positive Affect: Cheerful, animated, gocd tompered, 

optimistic 











Qrive: Persistence, sesolubion, perseverence, dixected 
una 

Sense of buror: Abili ity to appreciate and FaSpOUG Lo ULE 
‘and humor, ond een fou amusing others. 
Good judgacnt: Common scnse, sense o£ reality, objectivity. 


(12: 20- ~223 
WAT FS LEADERSHIP? 


What is feotership? Amoug the simplest definitions is one 
given by Ordway Toad in his classic book The Art of Leadceshis: 
Broadership is the activity of influencing peopie to cooperate cova 


a 


some goal which they come to find desixabie." €28:20} There aze 


her) 


many other definitions including: “Leadership is the exercise o 


oe 
authority aod making of decisions,” “Leadership is the ability to 
persuade or dixect mon without the use of prestige ox power of format 


offices o: external cizcumstances."” “Leadership is the tentency to 


nm an executive role in a group and to per~ 


fete 


assume and be accepted 


orm that tole in A constxvuctive manner. This implies 2 sensitivity 


to and adequate handling of inter-personal demanas ag woll as those 


jee 


phervenc 


gle 
F. 


n the aecomplishment of the group task." (22:23) Adaisal 

&rleigh A. Burke, the Chief of Naval Gperations, in an article wich 

appeared on page 9 of the Monthly Newsletter Magazine of the Navy 
Suppiy Gozps (October 1958) put Lt this way: 


As any Navy, auclear or conventions YL, will always depead 
upon Ets men, and the men upon their leaders, we musé know 
the qualities of good loadersh hip. 2% would bike £0 stress 
oue ox these quahities-- integrity. This pavrsonal quality 
of being honest, of having undivided purpase and loyalty 
ts a fundamental reauivement of any icader. Integrity is 
expressed by adherence to principles--and willingness to 


ab 


- 
a -_ 
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accept respo piLity, Tk is disolayed by the Leader 


woo ta tysed ito. i ¢ ee DUC cae merc focce> 


9 


Supports uicection énd.accephs respousibiiity ais- 
ploys this vital quality. integrity ZS & must for 22h 
e stead 


of us ££ we are or ever expect to b ers 


EHO ASPITRES TO LEADSRSRIP? 


But how @o men get out in front and stay Chere? Where do 















they come from? What kinds o£ education do they have? Did sonmcone 
push them ahead or did they advance on theix cwn merit? As 

Robert Dubin said in Human Relations in Administration: “Anyone who 
has made the decision to be a icader has made exactly the same sort 
of decision that an individual makes when he enters medicine, Lavy, 
enginecring, or the ministry. He has decided €o enter a spceializad 
career, €6:257-58) To that might be added ome other word of advice-- 
Pessivncard need aspire to icadership. To embark successfully on 2 
gareex involving headersnip demands courage. Gnce a person has 


9 
‘ 


decided upon the part he wishes to play in Life, and is assured that 


ke is coing the work for which he is best endowed; and is satisfied 


A 4 


he is fitlines 2 vital need, then he needs the courage to tackle tne 


ith faith in himsei£, he will be brave enough to act on 


probabiizties iastead of certaintias, and put his whole energy int 


making things come true, Ona mark of 2 sucecesful Leader is that he 


a 


feels sufficiently secure to devote his thought to the well-being o2 


u? 


his subordinates and the perfection of his job instead of constantly 


fs 










flookiag wi the Line 


bege to ne a leaser 


ee 


himsels. 


to mike sure that ke is heins cpnreved, The | 
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S deep within man ' 
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GHAPTER £f 


READERSHIP - &A PRASCNAL GUSLITY 


There is & parsistent theory beld by those who prate most 













steadily about the “American way of tife™ that the average American 
nS a tugged individualist to whom the whole conception of “Ieader- 
ship" is something foreign and distasteful. But it is not entirely 
consistent with the facts, Bohert Sherwood, the noted author and 


ert 


plaveright, put it this way: 


& 


We Americans are inveterate hero vorshinpers....Wa 

Like to parsonelize our Loyalties, our causes. fn our 

political ox business or Labor organizations, we are 

comforted by the Knowicdge that at the top is a Big 

Boss whom we are free to revere or hate and unon whom 

we can depend for quick desisions--vhen the going gets 

tough. €27; 39) 

fhe need for leadership in aii walks of lige is greater toda 
than ever before. A Siance through history shows that che story of 
mations and industries is told in terms of the exploits of individuals. 
People foliow a leader because ka arouses sone emotional response in 


them. Livingston believes this inspiration is perhaps the most in- 


novtant singie reason for his selection as a lLeadex. (20: 215) 


£N THE ARDY 


Douglas Southall Freeman in Lee's Lieutonants telis how General 
Robert &. Lee patiently assuaged the victims of hurt pride, stimulated 
the discouraged, appealed to the better nature of wavering men, and 


by force of his ovn righteousness more than by the exercise of his 
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vy, xneconcitad bitter difvarences, ox induced Personal 
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Puemacs to werk tegetker, (id:univy he was, im fact, hike 2 
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: - , rl <y £ e mex =| Say oa Ny “A 4. Takei ay fe 
father to them. Sidaey Hook in The Hero in Nistory says tnak 


is nok wnconmon in a great man or Ieader, since most individuals axe, 


in the Freudian view, in perpetuai quest of the Lather who suopiicd 


(re 
ron 


seaurity and emotional stability in their carly youth. 


i[ie-e0) Hook gocs on to say that Che more urgent the crises the more 


) 


intense is the Longing for the prover man to master it. ¢€15:42} 
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he strength of Charlies BoeGaulica 


in France taday, and the appeat of Franklin D. Roosevelt in 1932. 
UH THE WAVY 


Often the fate of people scems to hang visibly on what one 


= 
_ 


person, perhaps a few, decide. Admiral Burke, the Chief of Naval 
Peeations, in temarks made to new £bag officer sclectecs im 2956, 
magwenis to say: 

Someday the continued existence of thesa United States 
may very well depend on whether or not we as naval officers, 


oF QUE Successers, can stand up for what they believe and 
‘ox whet they know is tight for our country. €4:6-73 


o 


rR 


Enis thought is amplified in General Oxder No. 21 of the 


wis promulgated specifically as an opening gun in 


rt 
a) 
a 


c-onphasize the necd for leadership train- 


fi¢st part of fhe order said: 


20 mainciin tre support and resnect of society, as 


well as to meat the requirements of his own conscience, 


ie 


4 a> . san ~ ” Cos 
every Taval leatexs must 


Del 


ba in himsei® an exanplie of oux 





t- 


hd 
watw 


military ideals. By Naval Leadersniv is meant the art 
Oe accomplishiag the Navy's mission through poopie, 

EE 2S the Sing GR lhose quaiztics of int wer 8 ie 
human undersianding and of more 

aman toa inspire and ta manage 
successzuliy, Effective leader sas 
based on personal exampiec, good m 
sud moral responsibility. Cth: 1-2) 


: iN THE MELETARY, GENERALLY 


This is not to imply that Leadershin Is the cxuciusive province 





@f the military--it definitely is not. But icadership has long bee 


one of the raquisites of the military. Freeman reports in Lee's 
Lieutenants: 


the necessary quaiitics of high military command 
i dt are adninistrative Skiil and diligence, 
strvategical and logistical sense, military imagination, 
initiative, vescurcefuiness, boldness coupled tith 2 
grasp of practieclity, ability to ebicit the best of 
men, 2nd the more personal qualities of character, 
endurance, courage, and nesvous contyol., (10: sxvi)} 


ME 38 not a case of the nilitary organization being better 
Ther civilian, bul simply thak ieadershin in the military is often 


a& matter of bife and death. Waino Suojfanen, author and educator, put 


Execulive committees may work very well for zruaning 
an industry er business corooration, but not in battiec.... ) 
where Che dealings and dividends are life and death. 
{ have yet to see a committees at any Lleval that could 
vote 4a battalion up a hilti it eokes one man who isn’t 
afvaid co say "FE" and Gace the consequences, One man 
with the professional competonce to know vhat te do, 
the guts to decide to do it, and the dynamic Leadership 
to inspite other won to get it done. (26:12) 





Sidney Hook, in She Nero in History, eradits Napolieon as 





es. ces ot : t¢. we ~“- J ma TNs Ltt in a 1 q 2° 7"; 
Saying, “An femy of rabbits commanced by & dion is batter then an 


cs 
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23) 


army of Fions commanded by 2 rabbit." 
TN GEVALZAN ENDEAVORS 


The same ,thought is expressed by Chester Ff. Baraard in that 


jority in the area of leadershin techniqucs: a person outstand- 


technology, perception, knowledge, memory, 


-” L be J 


acination will command admiration and be able to Lead subordi- 


The secand aspect inckiudes individual superioricy in 


ie 
eN 


persistence, endurance, end courage. (3: 260) 
But 2et's take a closer Look at where these leaders come 


Exom, and who and what they isad. 
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SLUDIES OF SUCCHSSTILL LEADERS 


Tnere have been sim or seven careful studies, covering the 

















poriod of the past #0 years, of the very top men of the corporate 
Porid--top according to the positions they occupy. These successful 
leaders, oben Mev h ond 2 Executives 2s Shey are best known in the corporate 
world, ave the 1 men whe occupy the tep vo or three positions in 


each of the coxvporations, whith, measured by sales and capital axe 


7 


among imerica’s largest. Axe the successful leaders included in 


4 


on of Americans who 


is 


$3 


oe 


e 


some of those surveys euceptional--a cross se 


a 
Ro, 
\ 
¢ 


aS ; a oe ° 

Sust happen te be guccessful--or are they, instead, a group of men 
: a 

, ; oe ye 


who have, had seRaatages of origin, education, and training--and 


a = : bs, wae : 7 
because of this they do not £i& many of the stereotypes which prevail 
about thom? Tol studies, one by Wald and Doty as reported in the 
‘y 
d Business Review and another by the editers of Fortune will 
be used in setting forth the facts. Both the studicas substantiate 


 £indings made over the past forty years, some of vhich will be 


tefcrenced in later portions of this paper. 
7 TH TOP EXECUTIVE 


Waic and Boty studied the backgrounds and characteristics of 
& group os 33 highly succassful corporation officers and found chat 


2 


thexe was definite pattera of background and personality making for 
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ts * Baas ot re i ot Sn0 . de Au = ” ogee fe 
Meee soudy, bo had fo meet carlaim reculiremenus: 


3. De serving as an officer in an arganization 
established for at least Five years vhich has, 
ducing that time, maintained more than $5,600,000 


of business each year, 


2. Have served in such a position for at least three 


years. , 


3. be in a large measure tespousible for planning and 
coordinating company policy. 


. Have received an amual salary ef not Less than 
20,000 for the Last three years. 


ayy 


5S. Have been educated, predominantly, in American 
sehools., (52:42££5 


The 33 executives represented 29 different organizations, LY were 
Beard Chaizmen ox Presidents, 13 were vicerpresidonts, and 3 were 


eecretary-treasurers, Their ages ranged from 38 to 69, with a media 


aoe 
7 33 yeays. Most of the companies represented were above tae mak 


of $25,000,000 annual volume of business. The folloting facts vere 


¢. &LL but tro vere born in the United States, and 
2s of the 33 were born in eitices of 106,006 or more 
population, 


2, #5 per cent of the group hed two American born 
parents, 10 per cent had ene foreign born parent, and 
1S pes cont had tywo foreign born parents. 


3. The paxents’ educational backgrounds were definitely 
above average, The general educationa? level in the 
United States in 1916 €a year in which the typical 
parkicinant was still a member of the family group) 

Was somewhere betucen the szsth and seventh grades. 

fhe average cducational icvel compieted by the parents 
of the participants was between the eleventh and 
tweitth grades, with about two-thicds graduating fron 
high school. 





“4, Somewhat more than half of the fathers were angeged 
2 ee ox managerial occupations, where 

ouly EL per cent of the total Taber force was in ch 
ee of tork during the sama period, ¢32:45£5) 


Waid and Doty drow several canclusions from this study 




















including the indication thet the successful executive of Coday docs 
mot £it the traditional picture of the immigrant or first-generation 
Amexican boy struggling to rise ebove his humble beginnings, or the 
country boy striking ont on his own in the big city. Rather ther 

is the suggestion, at least, that being brought up within the 
cultural environment of a mzetropolis is more conducive to executive 
development than eariy years spent in small Cows of rural areas 
Further. they believe that there is fairly strong evidence that 2 
good, solid, uppex-widdie class home, with happy family relationships, 
is the best start tomorrow's executive can have, (32:45££) 

The cenort went on to indicate that the group members were 
generally walk educated; the average fevel of formal education was 


2 - 


ghieghtiy above third grade cohlegse, Specifically, 22 of the partici- 


pants, or 6? pos cent were graduatad from college--a very high 
— 


figure considering that only abouk ome fousth of one per cent of the 
_. - : 3 
total population of this country was even enxolled in coklege 30 


years ago when most of the participants were attending college. (32:45£) 
TEADERSHIP DEVELOPS RARLY - IN THE CITY, WITH MCNEY: 
Dr. Jevemiath O'Sullivan, in his "Review of Leadership Studies” 


for the Weapons Systens Evaluation Group of the Department of Dexense 




















Pound tat @ ish school icader was apt to continue £s a leader in 
Peeicse cond in business, professional or military career. Re abso 
ound, as did Waid and Doty, that only a small percentage of Leaders 
cane from first generation American born children but that most cane 
€com the wpper classes of society, (26:9) 

De. Habei.Maweomer in her study of “Where Corporation Presi- 
dents Come From", as xcported by Hepner, stated that most came from 
a family of moderate means; that the chances were three €o ore he 
had some college education, Her report indicated that over 735 paz 


eent were Republican, 40 per cent were between 52 and 60 when 


per cent hed been with the company jess than 
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Pesovuted President 
one year, but 51.3 per cant had been with the company from 10 fo 

| 30 years. 72 per cent tore Protestant, and theixy occupational back- 
_—™ s 42 pox cent in administration, 19 rer cent engineers, and 

72 per cent lawyers. €14:239) These facts arc interesting because 

they tic so closely with many of the other studics made. 

Lindgren, in Psychology of Personal, and Social Adjustmont 
weports Taussig and Jostyn as sayang Chat their stu cies indicate 
considesabie evidence that we tead to lean heavily on the upper 

classes £or our leadership since 10 pax cant of the American popula- 
tion produces 70 pes cont of the icadexship in business, €19: 167) 

The studies vefereneed herein indicate rathor clearly that the 
st sucecessful leaders, tha top executives, are definitely not country 
23 whe have made good in the city. Dr. Nowcomer’s studies agree 

, 


with those of Taussig and Joselyn which indicate that the top emacutives 
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ax2 predominantiy Protestant and more Likely, in comparison wich th: 
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THE VFORTUNE™ SURVEY AND ITS CORRELATIONS 
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ny to be the Largest contemporary sample of the study of successe 
fui leaders, That article stated that for at least two gencorations 
pce 


the families of the top executives of the big American corpora- 


Ss & “vouo, bean far removed fram wage work and the lowes 


ny 


me, nove, 


waite cotlar ranks, and that only 23 


ce 


por cant of the top executives 


were under 50 years of age in 1952 have come u 
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wese-carnor faomities. (34:152-135) Note the similarity of these 


studies “with those of Taussig and Joslyn made some 20 years 


Another interesting correlation is that made by Waid and Doty 
£2 ES} fg 2 Lume £30: 13286) regarding the college education af 


top exceutives., Both aSece that the factors of origin Iced direct- 
fo Ghe big advantage of formal college education. 


> 


As mentioned carlier, ‘Dr. Newcomer repoxted about 12 per ceat 


most successful leaders began their careers as lawyers--the 


_ 


uxses although t2ken from Hepnerz’s book have the souree in 
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Nabet Neucomer's axticle “Lhe Chick Executives of marge Business 
Be-reracions,” ks yiowzatious in Butreprencucial — mrctory, Yor V 
(Carabridge: Rescarch Center for Entr reprencurial History at Harvard 


University, 1952-3) pp. 4-34; which deals with the Chief Bxocutives 


of Corporations in 1899, 1923, and 1948. {This Book Was not 















researched by me,) 
£€ wouid seom that this pereentase will tend to grou for 
today the success of a corporation depends to a considerable extent 


upon Minimizing its tax burden, maximicing its speculative projects 


through mergers, controlling government sogulatory bodies, influenc- 
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egisiatures, Accordingly, i¢ would scen 
fJogical that the Llawyor will become an ever moxe pivoted €igure in 
Che corporation world. Portune in its article “The Hine Uundred 
feces not agiica, as they believe that many Of the big companies have 
become Coo vast for the true specialist in law or finance ot enginecr- 
ing Co manage. Fortune states that men in these fields have indeed 
reached the top positions, but they have done so probably because 
they possrssed two qualities that come more casil y to alereé saics 
executives and to other non-specialists: aes acity for taking a 
broad vicw of company activities, and the ability to get along with 


peopic. (34;232) 
COST OF ERADERSHIP 


it was Lawrence Apaley of the Amervican Management Association 





£ a job just anyining he 
iain sesponsibilitics 

thas eo with tue job....ie showid agg to the job ioke 

tien is expected, pulting if before his own interast.... 

eader must realize he is in @ position to set an 

remple and must deauy hinsels, re ‘2, many o£ the 


ie) em ct 
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privileges of a fobkower. lis efforts to develop 
himseift must be unceasing 2£ he is to meet the challenge 
of fendership., (1:257-58) 


In short, ghe man who would be a fteader must pay the diseipli- 








mary cost involved. This dees not mean that he must withdraw fro 
the world, but it dacs entail restraint, control, and naderation 
Waetever these are necessary to achieve the ends he secks. Purther- 
Be Ls essential, L£ the leadership is to ba successful, that 
be no “ecasting”’, The leader cannot set up a procedure then 
linger lazily watching it work. We must keep his imagination 
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Gly alive--originate ideas--starté trends. The satisfaction 








shouid come from doing rather than contemplating a completed project. 
The increased satisfaction might be said to aqual that of the 
vitting 2 fast moving targets. 
Ralph Cord iiuer. in New Pronticr for Professional Nanagers, 
expressed Li in another tay when he said Generali Electric was engaged 
in deep research into the really seaiele: tan& values of human vork-- tne 
a sacisfaction that comes from a chalien nging position that 
ZS : mdn or woman a cance Oe achievement , of belonging, of worth- 
ile personal cupression. £5: 24-25) 
Hut again, as Lavrence fetes Said: 

Despite the tools of modern management--th 


records, graphs and geports, the organization charts 
and written policies...the decision making function 
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musk Stiil be the tesnonsibility of the individual, 

@a if is stilt a lonely and difficult responsibility... 
Wncre is a risk tavelved for the individual tho faeces 
up ta fesponsioi isty...cad it is oniy because we have 
had individuals willing to do so that our country and 
our system have ie progress. (1: 97-93) 








CHAPTER LV 


TE BaSLOC PRANCEPLES 


Diverse ,chough the areas of teadership may be, there 
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nevertheless certain basic principles generally agreed upon as 
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being necessary. * The lceadex must be sinmeexe in nis bali 
his husiness or profession and his place in it, and he must have 
the foree of character necessary to inspire others to follow hin 


with confidence, Ef he has those quabitics, then one of his biggest 


problems is choosing the right peopie as his assistants. Moen who 


els 


wilt be ctose to & leader should be cepabie of doing thangs the 


teader cannot do for himself. No successful Leader in government 


busimess, or any sphere of activity will surround himself with 


“Neubkor stamps” if he wishes to be relieved of some of today’s work. 


oy 
{e 
tHe 


to be given time to plan for toemnmrrowe-as surely he must. 
always cemembored~~-the leader's job is to get work done hy at 
poople, Wercin Lies the most subtle challenge to the man in 
authority over others. 


John EL. MeCafixey, the chic£ cuccutive of Enternational 
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Rarvestes, in 2 speech on 10 June 3955 before the graduating 
of the University of Chicago's two-year Executive Program, reprinted 


in “Ghat Corporation Presidents Think About At Bight" said in part 


id 


chat &2 coxvporation president: 


---Seidom dies awake very long thinking about finances 
or daw suits or caies or production or engineering 

oF accounting probiems...when he 2pproaches sucn 
probiems the president can bring to bear on them ail 


er 











che ener oy aud Che trained judtment end pase exper: aves 
Gees Mote wp oni2ation....81S pig@ecst prcbite ise 
~~ (See OF ee te... CR OLe a Sue Mets ware 
day while around us whiz and gyrate a vast numbar of 
special aetivities, some of which wa only dimniy under: 
stand, And for each of these activities, there is a 
specialist... ALL of thom, wo doubt, are good to have. 

AlL seem to be necessary. ALL arc useful om Lrequent 


eceasions, But it has ceached tre point where the g@eat- 
est task ef the president is to understand enough of aki 
these specialities so that when @ problem comes up he can 
assign the risht team of esparts to work on i€...How can 
hoe maintain the interest of and gck full advantages fron 
the specialists who are too specialized te promote? 
On the one hand, the eompany absolutely requires the skilis 
of the specialists in order to carry on Lis complicated 
operations, On the other hand, he nas to get future top 
managenent £rom somewhere, And that somewhere has fo ba 
fareniy within the existing company, if he is to have any 
oe ement morate at all...Be live in a complicated world-- 
worid thet has spiritual and moral problems even greater 
eae jts cconomie and technical problems. FE the kiad of 
businass system we now have is to survive, Lt must o0 
staffed by mon whe can deal with problems of both kinds. 
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SELECTION OF @SALERS > 
[9] 


Success as a lecder is often dotermined by the standards of 
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on of these stand: 
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Seicction that prevail 
a 


by the men whe are already at the tep and this is true in the military 


and the personal applicat 


as weil as in the corporate world. One is drawn upvard by tre ap- 
Superiors. Most executives take pride in their 
ability to “4udge wen; pu what are the standards by which they 
judge? it has been said that the acceptance of higher standards of | 
guds oment is the basis of all human progress and that a love of high 


quailty is essantial in a leader. He should, it is said, be coneerned 


with the quality of woxknanshin, like a cabinet maker who suns his 
m*) 
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are not ciear-cut and objective; they seem quite intangibic, 


and they are often perecived by those below as ambiguous. Cn the 

Jower and middle levels of management and in the military through 
ficia grade géficer level, objective exviteria having Co do with 

fuzZ performance of occupational dutics do often prevail. But 


once aman of the tower ranks becomes a candidate for 2 corporate 


ay 


Meetc2z0n {the Soard) of eligible for flag rank--Che sound judgment, 


¢ braadencd view, and the other less tangible traits are required. 


Admiral Burke in addressing the new flag officer selectees said: 


9 


afone...buté you were selected an the tasis of vhak vou 
can ¢o for the Navy in the Enture. There is no other 
basis for selecting a man to flag rank. Flag tank is 
mot a feward for past performance. You must neces- 
sarily have been goad, of course. But you were selected 
because you have staning, the guts, the enthusiasm, 

the drive, the intelligence, the judgment and all of 

the other factors which so into making a good flag 
officer. €4:123 


In support of the statement that the broadened view is needed, 
me burke went on to say: 


Your horizons have to be vary big...some o£ you have 
great big horizons and some of you perhaps not, buk you 
nave got to think of the whole United States...You have 
get to think of the entire Navy. You have got to think 
hot oniy im terms of the Navy alone but in terms o¥€ what 
the Navy can do in the whole U. 8S. pieture and of the 
world. t's sometimes difficult to see this whole big 
thing that is our responsibility. (4:3£5) 


Note that Aduirai Burke did not say that it was practical 


gience that covnated. Por in the service as wall as in business 








tMoSse on tam coutrol the chances co have the practical exmawlenee 
Weieee Sug tack twouid ba wounleu car She iiéifer task ge scuiung 
jucsuent, Tiuc, all who aspize to Cop icadership must display 


ability--which Merriam-Webster defines as “power to parfowm, whether 


pliysicai, moral, intellectual or legal"; but as C. Neight Millis, 


the author, says athe most accurate single definition of ability-- 
a many: sided work-~is: Usefuluess to those above, to those in 


t 


Pemtrot of one’s advancement." 


interestingly cnough, a recent survey by Booz, Alien, and 


Hamilian as xeported in Busi s Week, 2 April 2955, pace 83, showed 


that hakt of 50 mafor comnanics studied used only one man’s opinion 





in cating excenutives; 30 per cent uscd “several person's” opinions 
€o evaluate ability and only 20 par cent tried more scientific 
methods. 

Of the many that ave called to corporate management, only 2 
few abe chosen, This was forcefLuliy demonstrated by a visit to the 
Emporiua Department Stere in San Francisco where top management said 
their junior executives numbered roughly 400--but their top level 
executive management consisted ef Il6--with no major step batween the 
two! They, like the flag officors, are picked for qualities judgad 


Peer! te “the toam". 
THE ROAR HP 


. The leader has come to his position by one of several ways. 


bls] ~~ 


Waid and Doty say that an analysis of the employment histories of the 








ne 
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wkives they studied showed five coxmon “avanres af srogress™| 
poo, $2) f8em cad variecu sex BIiLbin ie compat tks 
influence, €43 accounting, and {53> Law--in the ordei of 


frequency, (32:45£23 But no matter how he farrived™ he must 


had help fron his associates, co-workers, or whatever name one 


assign che gxgat majority of people wre exist within one devia- 


















n of the mean on the bell curve? 

No matter at what point we decide to discuss leadership, we 
vitably tccach the conclusion that the art of being a Leader is 
Best of developing people, At kts highest peak, leadership con- 


Sts of gctting people to work for you wnen Chey are under no 


bligation to do so. 


Thraugkout his active Life, the toader finds himself£& surrounded 
‘ 
duties ta his business, his community, and himself, None is mere |. 


stant than his dutics teward his workers. I¢ is 4 maxim that ) 
#6 under rin’ Ss zor is dex bi ‘oOLecki A Teader 
is under a man’s power is undes kis protection. A leader 
tyrannical pronounces himself inefficient. He enforces savore 
dine Yaccording te the book” merely because he knows ne other 
me rcfescs to hear his subordinates’ side of questions hecause 
is afraid they way prove to be right and thus cause him to “lose 
meerious manner provokes dissansion, Much more success- 
a2 @ a + 2 Cd @ v 
the Eeader who approaches his job in the spirit of being a 
He wilh kindle interest, teach, 2id, correct, and inspite. 
ii sock the special talent every worker has. His people wilt 
ef 


fate with him in maintaining discipline for the good of the 
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However, Auren Uris, the author, balieves that @ major 


¢ 


Cp 


teadership dilemma is the fact that the ‘right’ way often fails ko 
proauce xcsults and that the "wrong way is often succassful. €31:273 
Ha goos on to state that autocratic leadership, in certain situa- 
bions, will be erfiective and successful, when domocvatic or frec- 
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foxt 


COIN approaches would £aii. The skili of leadership Lies 
in knowing when to use which method...2ihe the skinppar of a sailing 
meeeeo SCs his saizs and tightens his fines according to prevail- 


ing winds and curreats, changing them when necessary, He's not 
CG. A. Efferson in his article, "Phe Measure of a Manager," 


The fact that no one has yet been able to measure 
manage:s completely and objectively ta everyone's 
sctisfaction is an indication of the extreme diff1- 
culty of ovaluating executives and their pot tential. 
{3:%5...& manager must be able to make decisions-- 
to mae them often, to make them as a se matkker 
Of Course without strain and clamor and to make the 
most of thom more right than wrong, (6:8) 


Bul, as the same article states, ons must analyze the per- 


S peyeeP sc stimulated with a feeling of purpesct 
ficient performance duc, 20 good park, fo his 

eadership, ox cid 2 group of gacd, loys 

£ r him achieve the record despite his poor 

ee. er ail axe his peopic iad, and what are 

& results? Tf he measures up in this analysis, you 
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tnexe is no such thing as the common man,” stated Ralph J, 


We went on to say: 


Hach of us is an uncommon man. Each of us kas sone | ’ 
sthinuctive and individual contribution that he alone nt 
nam iudhe...ghen the professional manager at every. | ’ 
echelon o£ the organization recognizes this, and | 


cherishes it as his most pat held belief about his 
follow-on, then he has found the clue to Icadership. 
€5: 116-1273 | 


PRODBLERS 


the eapable leadex does not flounder around in confusion when 
neets a2 problem, because he has learned certain general procedures 
,endibie him to face a crisis without panic. This isn't always 
1LL Urwick, with a sense of humor, puts it this way: 
Tre leader must always do tuo things which run counter 
‘ko a other--and he must do them simuitancously. Pirst 
the feadar must edminister his business...to do 
Ais 5" must encourage his administrators, the men who 
a things tidy for him, At the same time he must hav 
pe ething new to make or te seZi the day ater tomorroy. 
ud to achicve this, }! ar must help and encourage tis 
satis évinge~-his crazy people, the guys who ate 
incall woo don't £it in--because it is out of this 
ase o£ some value. (30:59-60) 
3m essence, a successful feader will follow the "normal thought 
cc Grechs figured out, centuries ago, what Lk was 
some people smarter than others, They worked out 2 formula, 
it was forgorten until John Reuay rediscovered it about 


ne age. Some give it Five steps, others seven--and currentiy 








iss “il Ce i md - fear} i Wan | ¢ o wm $7 2 i i. a od . r? “y Vida ronan, i av ta4 fc Sie aa sie | 

Mee ilejo alu Ceined mela) ah ee pC iat (oe nes ge apy atch % a th eC. : 
« et Pe ‘ ese aca Pals 4 

i ae e225 5 3 o> u ow 3b ae “Be eee PrOULOM, Fa pra >? ik Reha, yea vot is Le ae 


poasszbic solutions, develop a pian of action, take action, and evaiw 
ate results. Movwever, to tackle problems in a masterly way, the 
leader must sce things whole as well as in Separate parts. Unwise 
ecent on some segiion ts one of the most ruinous practices in 
government or business Leadership. The company that emphasizes 


Ge * 


production and negiects merchandising will find its stockpiie high 


a 2 @ 


mroxics Low. in beth production an@® distribution, <hc 


~ 


and 
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leader must balance quality and cost, fn the Navy supnly and disizri- 
bution system, the current emphasis is on “economic order quantity". 
And that, because the factor of “ieadtime” is involved, brings to 
mind the gencrveal essentiality of time. The difference between @ 
succosstul ieader and 2 poer one may be merely that tha poor Leadex 
deas 2 thang at the wrong time, sometimes too early, but more often 
koo Late. Among the most poignant tragedies in history, says Sidney 
Fook an The Hero in Histovy (15:1-22) axe those in which won have 
exjed “impossible too soon, and for vant of vision have summoned up 
encrsies sukfkicient to win the day--too late. 
in summation, and as stated in NavPers 25913, effective iceder- 


ship is based on porsonal cxauple, good management practices, and 
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COUCLUS TOU AND Ris LCOLMENDSE TTOE S$ 


NEED FOR CAUTION 


feeecettion in the study of feadorship as measured by mechanical 
analysis or the ‘yos-no" type of questioanaize, Mo bare enuyeration 
of t2aits can do justice to the power of insight which fiaskes to 
the surface of a icader's mind in the face of problems, danters, and 


Pee ict Of ideals, 


iS ZP WORTH EL? 


* ~ 


There is no power on earth--in school or anywhere clse--that 
cam take a man from a desk ox the deck of a ship and moid him into 


an executive, Seif-advancement is powered by one’s own initiative 


and pexseverence, A man stiil has ¢o do his own growing, though in 
tnese days he may find many heips his grandfather and father did not 


have. But no one should embark mpon a course Ieading to feadership 
without toting up the cost, Boeing a leader has many compensations, 
but 2£ is a hard job and often a lJonely one. Koontz and O’Donnali 
Give good advice ta the man who wants te assume teadershin immediataiy: 


"S00 leadershin is 4 charactoristic developed through tine...quick 


acceptance by follovers is a varity.” ¢€16:723 
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NO PATTERN - NO BESSY SOLUTION 


There are Some Lundamental principles of successful leader 
Ship--but there is no strict pattern for it and there are no precisa 
practices and skilis which can be acquired by rote that wild euto- 
matically make people successful leaders. Every human problem is a 
dittie differcat. A statement attributed to editor BH. h., Menckan, 
“there 2s always an casy solution to every human probiem--neat, 
piausinic and wrong,” states clearly that we should be wary of pat 


sormulas and panaceas to solve human selationskip problems. 
Nz2D FOR CONTINUED LEADERSHIP 


EBitestive and successful leadership, Like democracy, doas net 
come automaticaliy: nor once obtained does it necessarily remain with 
uS. Peter Drucker, Che noted writer, in his recent article "Realities 
of Our World Position" has stated the case for continucd leadership 
most effectively: 

The leadership position of the United States in the 

wotla economy is a very recent one--barely 30 years ofd, 

fe is primarity the reswite not of our strengths but of 

other people's weaknesses and misfortunes, such as the 

destruction caused by World War IL in all other industrial 

countscies. Our leadership is thus based on temporary 

factors aud they are diseppearing rapidly. (36:42-44) 

de went on to say that perhans the most important chaliense to 
our competitive position lies in the area of management of people. 


lie feeks that wo must accept the fact that leadership is not curs by 


eight but must be earned, (36:42-dé) 
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and ability to essune responsibiiity. Perhaps what is necded as much 
ig more people to assume reasporsibility--the willingness to accept 
the consequences sf one’s own behavior, Too many people want asither 


to assume responsibifity nor icadexship. 


ESSENTZALITY OF COMTUMECATIONS 


Oux leaders, present and future, must develep the ability to 
use words, the symbols of thought and emotion, as tools ef leadarsnip. 
The sucecssf£ui, leader must be a skilicd commimicator, able to express 
his ideas accurately and precisely. in short, effective communicatior 
is the hailmark of high moraie--for it means understanding the other 
S$ problem. Begin at home, understand the problem of your 
epartnent...your ship o¢ station...the squadron and the fteet... 
that of our nation and those of the free nations of the world...it 
cakes leadership--it can and must come from those who are ready and 


willing to assume the job of leadership. 


TARE TRE GROAD VIBW 


The higher wp in icadership a man goes, the broader his Life 
and vision showid become. He must not gear his brain to details, 
f02nS around scratching the bark of trees and never coming out ta look 


ac the woeds as awhele. To do this, the icader must demand anakysis 
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mot Getleralization; sctualities instead of opinions, He must oe 
abilicy to sexvape off the baraecles and Gat ak the trea values, 


whether he wishes to become a leader-- for oniy the individual knovus 
self; knows how much he is worth, and for what price he will sell 


nimself-~the price of leadership should cone hich. 
fs 
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